Chapter 2: Knowing How to Lead

Lesson 1: Power Bases and Influence

KNOWING HOW TO LEAD

LESSON 1: POWER BASES AND
INFLUENCE
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PURPOSE

Leaders can often experience
tremendous confusion as they exercise
power and influence. If they provide
too little influence their followers will
drift amledy. If they exert too much
power the follower will shut down. In
this lesson you will learn about the
bases of power avalable to leaders
and how to use them effectivdy. You
will adso learn about four different
approaches to influencing.

INTRODUCTION

Power is the cepacity to which you
can influence someone dse to behave in
accordance with what or how you want them
to. The amount of power you have is contingent
on the level of dependency that person has on
you. The greater the dependency, the greater
the power. You only have power if you have
something that the other person wants. As a
high school dudent living a home, you are
highly dependent on your parents for financid
support. Once you graduate and get a job, the
level of dependence sgnificantly decreases.
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The two concepts of leadership and
power ae cdosdy intetwined yet have
important differences. Leadership focuses on
the atainment of a goal. Power does not need
to have a god, just dependence. Leadership
most often refers to a downward influence
and power does not. Power is focused on
gaining compliance.

SOURCE OF POWER

A leader can experience confusion and
frudration when trying to gauge how and
when to exert power. Leaders used to draw
their power from the fact tha they were the
“boss” The followers were dependent on the
leader for didribution of rewards and
punishments. However, it has been learned
that leading from the podtion of boss with
these controls can yiedd average performance.
In order to energize followers, leaders must
grap a broader understanding of and
relaionship to power. Here are five power
bases from which power is yielded: coercive,
reward, legitimate, expert and referent.

Coercive Power is defined as a power
that is yidded by fer — fear tha negdive
results might occur if one does not comply.
Fear is generated from the belief that someone
might inflict pan, redricc movement or
withhold basic needs.

Reward Power is seen when people
comply with the wishes of another because
they may be given something of vaue in
reiurn — tha there is a podtive benefit for
doing so.

Legitimate Power is given to the
person in the pogtion within the hierarchy.
Positions of authority can use both coercive
and reward power. Most often, because of the
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postion they hold, when they spesk, the
followersligen and comply.

Expert Power comes from the result
of gpecific expertise, knowledge or specid
sills. They are seen as the expert in the fidd
(i.e, technology, medicine politics and
religion) and their advice is sought after and
followed.

Referent Power is based on
admiraion. This power is used often in the
advertisng world. Tiger Woods is admired by
the world and can influence what people buy
through his endorsement of the product. The
product is purchased in hopes to be seen more
like him.

IDENTIFY THE POWER BEING USED

1. The peson ydls a others and you
want to avoid making him angry.
[coercive]

2. The person gives rewards to people
and you want to trade favors with him.
[reward]

3. The person is the supervisor and you
are the subordinate and she has the
right to ak for compliance

[legitimate]

4. The peson has the knowledge and
experience in the task a hand and you
defer to her judgment. [expert]

5. You redly like this person and search
for opportunities to do things for him.
[referent]

UNDERSTANDING INFLUENCE

Influence can be thought of as power
in action. It is difficult to know how much

influence to exet with fdlowes and in
teams. The chdlenge is to know when and
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how to exercise more or less influence on the
follower or the team. Four types of influence
avalable to the leader ae contralling,
relinquishing, developing, and defensive.

Contralling is a ae-way approach. It
involves exerting pressure, usng authority or
attempting to persuade someone into doing
something the way you fed it should be done.

It is best to use this approach when
you have dl or mogt of the facts, experience,
or knowledge related to the problem at hand,
there is an emergency Stuation or speed is
important, the resstance to a course of action
is low, and/or the need to develop collective
commitment and understanding is low.

Rdinquishing is dso a one-way
approach and it involves giving up influence
and reducing one's contribution or role in the
stuation. The leader may accommodate or
comply with the wishes of others. This one-
way approach puts others in the influencing

position.

It is best to use this gpproach when the
team has most of the facts and experience
relaed to the problem, the problem is highly
persond and not work-related, and/or the
team is highly motivated and can learn from
the experience.

The Developmental approach is a
two-way or mutud approach. It involves
sharing opinions or facts This approach is
used most often when there is a need for
consensus.

This gpproach is best used when the
individuds involved do not have dl the
experience and knowledge about the Stuation,
collective commitment is important, there is
resgance or a difference of opinion, and/or
new idess are needed.
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The Defensive approach occurs when
the person withdraws from the sStuaion. This
withdrava can be seen visble by someone
leaving the room, or invisbly, by tuning
people out. The person in this behavior cannot
be influenced or influence others.

This gpproach is best used when there
is inaufficient information to explore the issue
any further, and/or there is a legd, mord, or
ethicd condderation that prevents discusson
of theissue.

These approaches can be dther a
postive approach to influencing others or a
dysfunctiond gpproach if used incorrectly.
With each there can be warnings.

Controlling: Even if you have dl the
facts, unless others recognize your expertise
(expert power), they will resst this approach.
There ae a few dtuations where any one
person has dl the facts or knowledge related
to the problem. No one of us is as smart as dl
of us And findly, this method is less
effective whent here ae expectations of
employee involvement.

Rdinquishing. Be caeful tha you are
not using this approach to avoid “rocking the
boat.” Sometimes discussons ae hard and
people are not dways happy. Don't use this
goproach to avoid deding with the issue. If
you have been controlling and fed the need
for change, don't run dl the way to this point
to compensate from previous behavior.

Developmenta: Just a word of caution
here. This approach takes more time and
energy on the pat of everyone. Some may
fed this is a rather soft approach and may be
uncomfortable with it. It is important that you
have drong communicaion and ligening
skills.

Defensive: Pdience is important here.
Don't continue to push and if withdrawa
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occurs, be willing to come back a another
time to better understanding of the Situation.

Diffeent  gtuations  require  your
selecting the appropriate approach to use and
used agppropriately each approach can be
effective. Effective two-way communications
and a win/win attitude about conflict are key
ingredients to the developmental agpproach
and mogt often the benefits of the develop-
mental gpproach out weigh the others. When
in the developmental approach process there
IS a great amount of gve-and-take of informa-
tion, ideas, and opinions between the leader
and the follower or the team. If disagreement
exigs, ingead of saying you don't agree,
explore the reasons behind the idea You
could ak “Why do you think that is
important? Wha would heppen if we did
that? The assumption that one person is right
or wrong is st adde and al idess ae
consdered. There is a dedre to hear what is
being sad. Clealy this is not the type of
influence we are familiar with. We are usd to
the controlling (being told what to do) or the
rinquishing (withdrawing from the dis
cusson). We are dso used to how those two
approaches fed to us and once we experience
the devedopmentd approach, as dther the
leader or the follower, we will want to lead or
follow that path again.

As a leader in an organization you will
often fed caught between the needs of your
organization and the needs of your team for
they are not dways the same. At the beginning
of this lesson we defined power as “the
capacity to influence people’ and we learned
about where power comes from and different
approaches to influendng others. Let's
broaden this definition and its application. An
expanded definition of power can be “the
capacity to influence the larger sysem to
survive and adapt.” It is important that you
know how to use the power and influence you
have in your organizationd role as wel as the
role of team/unit leader. You will have infor-
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mation from different parts of the organization
and can see the tota picture more clearly than
ether the team or the organization. It is your
responsibility to fadilitate integration of both
viewpoints.

Leaders can save an  integrating
function by moving back and forth between
working with ther teams and working with
other team leaders in the organization. When
you ae with your team you ae working
independently from other team leaders. You
will use your influendng skills within your
teem. You will focus on wha is working,
what the team needs, and what difficulties the
team is experiencing. However, when you are
meeting with other team leaders there is a
shaing of what they have heard while working
with their own teams.

The potential knowledge pool for team
leaders is subgtantid. Team leaders creste a
forum for sharing information with eech other
and effecting the organization as a whole
Often thisis known gaining “ critical mass”

CONCLUSION

In this lesson you learned about the
bases of power available to leaders and how
to use them effectivdy. You adso learned
about four different gpproaches to influencing
people.
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